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ABSTRACT 


This paper outlines a model of psychometric heeds 
assessment developed by the d4uthor and discusses how the model, which 
is designed to_profile key abilities and weaknesses, could be applied 
to the needs assessment, counseling, and training of middle and 
senior executives. A pilot study on 130 middle management executives 
is examined in conjunction with a description of an ongoing reseatch 
study on the application. of ‘the model. Implications of the study are ~ 
discussed in terms of developmental vocational counseling and the : 
mapping of lifelong training programs. A summary is provided of the 
attributes of the psychometric needs assessment model, citing its ° 
advantages and disadvantages and comparing it with- more conventional 
needs assessment procedures. A number of diagrams, including one- “of 
the model, are presented. (LMS) | + 
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The purposes of this paper are to oufline a model of psycho- 
. bad i r 
ge 4 a metric neéds assessment developed by the author and to apply this * 
‘ * model to the needs assessment, counselling, and training of 
2 i : ® os 


o% middle and senior executives. A pilot project incorporating a. © 


i 


' 


major aspect of.this model is examined in conjunction with a 


description of a long term research study of which the pilot 
j . ‘ . “& 

program forms a nucleus. it . ‘ 
pee v 
ran 2 nS : 
; tig) oy ‘ 

; ee ; Counselling and training, be they undertaken with executives, ; 

4 Og 


students, plumbers, or teachers, are directly concerned with needs. 
4 6 3 . 
Ne a are usually defined in terms of a "measurable discrepancy 


between current outcomes and desired or required outcomes (Witkin, 

1976)." “Put simply, needs are a measure of the difference between 
sete we are oon dbaitte want or need to go. 

The notion of “needs is important whether one is talking j 

of) counselling or training. In counselling, one uses the ‘notion 
Zi) of needs in describing the helping aia (Scissons, 1976a). “In 

- | training, needs are used as an indicator of an imbalance between 
f that which is required and/or desirable in order to perform, job 
A i. related functions. and that which an individual or gtoup actually ~- 


€ 


possesses.  —s>, , 


et ee ee ee ee 


in most analysis of training need identification (Witkin, 9976); 


limited way with interests and will restrict myself to an adaptation : 
' 


of Witkin's (1976) notion of needs. A need, for purposes of this 


‘ Ps / 
paper will refer largely to the discrepancy hetween cuyrent and 


which I will be dealing, ‘Undoubtedly, errors are made by ignoring 
¢ : . 
either aspect in needs assessment; what I am attempting to clarify 
is that I have chosen to err on the side of ignoring interests ‘ 


rather than ignoring needs. 


The Needs - Counselling - Training Paradigm 
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Counsellors have traditionally been concerned with models * 
(Brammer, 1973; Scissons, 1976a). Counselling models are usually: 


process models, models which attempt to understand and sequence 


the counselling relationship. Since those concerned with the , : / i 


training and counselling of executives are directly concerned with 


"states of need," needs must be takdh ,nto account before the 


process and sequence ofgcounselling and training can be fully understood. 
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. Taking ‘this discrepancy based definition of needs outlined 


earlier,|it.jis important to realize that needs are used as a feed 
* source for ‘both counselling and training with counselling serving 


: as a secondary feed source for training., This process is eyclical 
as both counselling and training are recognized as changing current 


. 1 . _— 


outcomes, |i.e., the present state of the organism. ; ° 


Psychometric Executive Need Assessment 


‘The actual determination of executive training and counselling 
. J r . 
J . needs is no different from the process used with other occupational 


* groups. Involved 4s a determination of the state of relative 


. e imbalance between the requirements.of the position and the actual 


‘ ” 


state of the executive or groups of executives. in terms df these 


~~ requirements. Needs-then are used as feeders for the design or 
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selection of. individual and group executive training 


‘prograns , 
‘ for executive dik etent,~and for’ developmental vocational spinbeT dads. 
A psychometric model .of aiita assessment utilizes standardized 
, psychometric evaluators to form the data base on which. needs are ai 

* , # inferred. In its simplest form, an executive or groups of executives és 
are subjected to rigorous psychological ‘eva{uatton’ through intensive j 
standardized "testing." - Of ingeveat are a prcad range’ of ability 
“and personality characteristics, e.g., intellectual functioning, 


oral communication, supervisory effectiveness, management level _ Sg 


‘ " a re s . , 
planning and probles solving (Scissons, 1976b). Two patterns of . 
“4 | ; a : 
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results analyses are common. In the first pattern, an individual 


eects a is Compare with that of a "typical" profile 
for the desired r. meer sub-group oie an individual is able 
to compare him/herself on a wide range of enteevial abilities as 
an aid to effective vocational deciaion making. In the second 
pattern, particular ‘Aib-pueuie of executive profiles are reat , 
to other aor -group profiles. or larger sub-group profiles as an aid 
t6 macro organtzational decision making, i.e., it is possible to 
compare beginning structural-engineers with management level 
structural engineers either individually or collectively. Current 
outcomes ard required outcomes are compared, the resulting imbalance 
-being taken as an indicator of need(s)., 


Insert Figure 4 / . : 
Saree 3 | : , ™ 


A traditional (and well founded) argument jagaindt the use . 
‘i If 
of standardized psychometric measures in Bhe agadssnent of need 
has rested on the hekexogenecus norm base of most psychometric 


~ j or 


meet hh ordet to be widely assented j norms for most™ 


psychological siinieammii are reported in tetas of ratings for a 
fictitious "average" person. ‘This ' ‘average’ person is arrived at 

ie pooling the results of a widely ivtevosld aves group. Tha problem 
with such norms, wher used for the purpose putlined here,-1s. that 
they hide as much an they reveal. beng rete differences within 


groups are masked by ee larger detween group differences 


fe 


leaving a bland "average" profile. ‘For poreonee of training and e 


vocational counselling, such heterogengous! norming is clearly inhibatory. 


s 
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Although the "local norm" approach has always been advocated | ce & st 
by psychSlogica] test authors and, distributors; little use has” 
: actually been made 6f them in executive ability evaluation. There : 


are good reasons; necessity of large sub-group: samples, dif ficu] ty 


of obtaining clearly identifiable, sub—graqup Formulations, and cost.'! we 
The result is that practitioners, mainly applied industria] .  ° ae 
psychologists, are forced to mentally extrapolate "the executive = = - -5 


profile" from the heterogeneous formulated data base which. fs 


readily available in test manuals. That 18 not to-say that such ~’ Ge 


F procedures are not good, but they are highly, individualistig 
. e " . : % ‘ bad ‘ P ‘ 3 as 
; . ‘ & 4 i e 


_ ‘Psychometric Needs Identffication-and Training’ ..° c are 


« — 
——— 


: at . \ 2 = . 
As noted,earlier, there-are two major diménsiong 2 analyses , 
eo ; \ 


| Py : 
’ utiliging psychometric information; the utilization of individual soo 


+ and sub-group ‘results. ° wee 


‘ The major use of the tndividual assessment pattern (the left 
- ; aN Sata a ee ae whew 
side of Figure 5) is in the selection of training programs. An ™~ 
5 aria ’ . ‘ ; ’ 
individual's profile is compared to-that of a-desired referent s 


, “*group and, based on this analysis, an individual training prescription 
é ° 
: ‘ . é ‘ 
is formulated. Since the process is cyclical}. this necessitates 
. re-evaluation again, changing the individual's profile which is 


then used for further needs identification. 


, 


The major use of the sub-group assessment pattern ‘(the right 


side of Figure 5) is in the design of ‘training programs.’ As already 
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ete eg 
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a ‘ -noted, this patterns involves the-comparison of different, sub- >> ** * ; c 


’ 
oe . ac. ke / 


groups. with design decisions being, based on perceived defleits , rN 


or Uissimilarity.. This pattern too is cyclica], being that , ry : 3 
* = - : 


ra z 


‘ | 
future sub-group norming will be different from what initially : . 
exists due to training and maturation. 
; vi , ’ ° . . b 
Z | ; oe _ “# Psychometric Needs Assessment and Counselling ; 
: 3 “8 ar * ‘ ' 4 2, -— 
: yy Various approaches to the process of counselling have been a 
és F . é 7 t 
well documented (Brammer, 1973; Bergin & eartalss 1971). All are » & 


st oriented. eugide a change in the state of oe client as a result \ 


‘ e - 


of ‘counsellor intervention.” A process model of counselling 


of . (Scissons, 1976a) ig very amenable for integration wich a psycho- 


e . ba 
ne é o- 


métric needs identification model. 


« < Fi are ee . e, ; es 
, 6 a ro . 7 ** : ; 7 - 
, ve ; ; Insert Figure 6 = 7 4 . 


°. , “In using this model, ‘we- are yestricted to the first of our 


results analyses’ es descriptigns noted earlier; individual 
° 7 — =~ 


analysis.- To: atert the process; an individual’ s current ‘assess- . 


G hase a ment "Gindividual assessment) as earns with the desired st proup. 
Sea: : f er 

. ¥ é “ “ 

Oa (sub-group normings) in order to, formufate a needs discrepancy 

‘ (needs identification). Thiseneeds divcrapancy te framed mainly in 


° 


. terms of required outcomes, i. e, what is‘needed for profile % by 


° 
>? L 
\ similarity with the desired reference group. Tempering the so-called 
; Y « : ' > a 


‘ .required outcome with the desired outcomes leads to some form of : Og 
0 : 


; P x 
problem identification which serves as a foca] point for the 


se 


, remainder of the counselling process.~ Training enters the counselling 


- 


‘ ; > a : : 
) picture eR UEy One method to be utilized in exploring change 


strategies. Both trainigg dnd the last stage of the counselling 
- é 


process, -gengralization, serve as the cyclical Fetaurn points. to 
ot | J > 


s . 


a new individual assessment which again leads to & diff€rent needs 


. 
> 


‘identification. y» — 5 as ow 
‘ id : * . 
~ The Psychometric Needs Assessment Project 
: 7 ar 

=" ; % = 7 ‘ ; 

As noted earlier, the whole psychometric needs assessment 
F : S os Le . (= h 6 7 
model.is based sqyarely. on the prerequisite of identifiable sub- 


. 


ras @ SFOup norming. This is neither quick nor easy, invalving the 
y a 3 & P * | 
: systematic assessment of large numbers of executives of v4ried 


occupational categories, :At present, I am half-way through the 
Bees 


“4 a 3 
' first year of an extensive five year data collection undertaking - 
“with middle aia senior BREE EMEA, but I would. like at. ‘this point 
‘ye ¢ ; ; ( 
‘ to nae ae a capsule summary of some initial results. 


. “e 


Of necessity, ema} ler sub-group analysis becomes possible bd 
} 53 ; : : e 


only with very large samples so that each sub-group has enough * 
subjects to wartant any inter-group comparjsons. The results that - , 
; : 4 ; 
‘ ‘I would like to present then, are between the poles of hetetogeneous ‘* 


‘ macro group horms and homogeneous micro group ‘(single o€cupational 
. oF _- " ’ 
classification) norms. I shall refer to these as "meso group 


~~  . results." 


These results, based on approximately 130 male subjects - 


(600 on CPI), were obtained from a reference group of "middle and ol 
; . « 


" Professions represénted 


-low middle management technital executives. 


14 were largely engineering: (various branches), technical sales, and 
4 ‘ F ; : P ; 

financial managers’. 

: ; 
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Insert Figures 7 - 10 a 
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Te is nateworthy that even at this imperfect level of ° 


‘specificity, ‘these meso group tesults differ markedly from the . 
more homogeneous: macro group eeeulee (represented hy the mo 


heavy line drawn’ mpeg the 50th nevokneiie oraT score of 50). 
— 
agen fairly \broad chanetticaciees of executives represent them- 


selves as different from the general, population--a general’ population/ 
comprised of the integration of many’micro.or meso populations. 


The technical executives in this meso sample present themselves — 
as more intelligent, achievement, orice ted, dominant, assertive, 
: = ' 


. 


enterprising, conventional social\ly p sed, and perceptive than 
the population as a whole. ‘As well these maléexecutives have oS 


less need for autpnomy and are, less *"macho" in the traditional 


ae 


_male based sense of the term. 5 
es # 7 -°> 


Of course, these meso group results as ‘presented bere are : 


not really good for anything--yet. Ata simplistic evel, it is 
’ , ¥ .! 


possible to think -in general, terms-of ' ‘Entegpexsonel skill | caurses" 


¢ 


and "assertiveness training courses" ae dapiring ae ane who 


demonstrate need based on cémparison with this group, but. the 


measure is far, from bebined: I have’ included the measures purely 


~ ’. 


as an indicator of the direction of psychometric dents assessment 


with executives. If meso group analysis can point up identifiable 
° 


r“aif ferences, mitro group analysis should be much more fine a measure, 


the kind of measure needed for the design and seléction of prescrip- 


tive ability-based counselling and training programs. 
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‘ ’ assessment measures. , a 


{ 
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‘For purposes of analyeis ‘and discussion, let me outline te, 
= 8 ' 


summary form other abeEAgures of a faychomstric needa assessment : _ 
model for use in ae ahaa training. and. counselling. : , PQ 
2 : , 


“1. In contrast to more conventional need identification 


y > 


. Measures, the pcr chceatele method emphasizes needs - 4 oh 

rather than interests Inge : identification of 

training programs. : . ake “ " 
2.". The model is ‘very nical to‘ rigorous validity FARNESE 
36 As ‘Snow (1974) and Scissons (1976c) have indicated, : ‘ 

unobtrusiveness should be a aajor characteristic lof 

data cpltecttoumpinia: The peychonetric model 1s more 

unobtrusive as to ‘what ° is bedag’ measured | than are a 

conventional need assessment data collection techniques. 


4, The model fits in very well with current recruitment a 


‘practices for middle and senior executives where there 


- 


is an ever increading reliance on standardized psycho- i of 
metric evaluation: ‘ t . 

~ 3 . ; 

5. Data collection instruments are standardized, resulting . , 


in a’ greater knowledge of the inherent error’ factor. 


> 


6. Generalizability of findings is’ increased due. to, the 


obtaining of a standardized data base through standardized 
Q .- 


a “the model-is both pees by_and acceptable to 
Aw ie —_ 
the target population. : oa y 44 


8. A disadvantage is-that most characteristics tested are 
done so by.non-behavioral means, (attitudes, etc.) but ; 
this disadvantage is’, also, ‘characteristic of more * 4 ‘ 


traditional needs assessment strategies. ~ 


. 


if. -. 


2 
® 


9. The model is particularly useful for vocational 
ni : counselling” in that standardized comparisons are 


~ , at ; possible for executives considering occupational 


a - 
‘ , _change or advancement. \ : 
10. The psychometric model fits in.well with other, less 
F psychometric procedures, i.e., job destriptions, self 


perceptions of ability, etc. 


v 


11.° From the perspective oF the practitioner, ane disadvan- 
‘ is ? F a 


tage may ie that’ the sttuntt use of the procedures 
iinttas an Jntacpediate knowledge of statistical 
. procedures. (or a bright young sabiwitantt¥S. 


12. The model‘is particularly useful for the design of in- i: 


‘ ‘ 2 
‘+ house executive training and counselling systems since ° 


\ it fits well with more traditional rating systems. ° ‘ 


‘ ’ ‘ 
* ‘ 13, The simplistic meso group results already available 

F ds . 

* (as well as preliminary unreported data presently, 2% 

4 : be . . . 


being analyzed) indicates that the major. differences 


between executives and the general population lie in 

the interpersonal, assertive, oral persuasiveness areas. ~ 
‘ “Tf verified by further analyses, this information will 
be ats useful for the desjgn of junior executive 


training programs _as well as for developmental vocational 

: counsel ling. ee 

‘ P ’ a . ‘i Es on 
It is still premature to evaluate the effectiveness of 


psychometric needs analysis ee in the training and counselling 


Se middle and sender executives. ua pei realistic, it is unlikely 


‘ that such procedures, because of th Ae ‘relative conplextty and slow 
a) 4 Pas “i 2 


. ‘ > 2 . 


m5 “on-stream” time, well ever usurp more "geat of the pants" "to 
eo. : - ‘ : 

. needs assessment _procedures--nor should they. Until some detuiled " 
ee inter-method reliability sfudies are conducted with the host of : 
7: -..2 |, Needs assessment strategies currently.in use, the arguing for or 

e sé * - . * . 
ir . ‘e against any single method is a moot point. Suffice it to say that | 
yo e 7 . . - < . - 
é “, the psychometric method; although fledgling, offers a great’ deal 
; . “oe bs ' . . 
a eh of promise 4s a reasoned approach to executive needs identification. 
\ 
s e. 
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. Footnotes" . 
N ° a # e 


The complete counselling process will.not be explained’ in 


; 


detail in the paper. The reader is referred to Scissons 


(1976a) for a mare complete explanation. 


‘2D eupecele descriptions will not be dealt with in detail in 


this paper. The reader is referred to the appropriate teat 
manual for a complete description of each instrument and * 


subscale. 
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"FIGURE 7 


California Psychological Inventory 
Profile Sheet Executive Male Norms (N=619)’ 
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FIGURE 8 
-- Edwards Personal Preference Schedule. 
. Profile Sheet Executive Male Norns (N=132) . 
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| Vocational Preference Inventory 

Profile Sheet Executive Male Norms (t-150) 
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FIGURE 100° 


Management Aptitude Inventory " 
Profile Sheet Executive Male Norms(N=149) - 
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